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The prvoaem o zakiog 4ffestive uss o womwe of our most coapatent
persnith Teburnicg froea overssss duty mak:s it vorthwhile taking a fresk
Tk et tne divistiun of labor 1n tbe office (as it is found 1o the Free

Wourll Ame .e.} .

Tre sogetr woulid LOL appear to lis 1x some office-wide organiratiomal
1

snasige cinee the provlem 16 & spotty one, found here and there, But not

&

awvn.gtut the offize.  Aled we should view our aburdanze of
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Tomoebann e f-s':w.:;.r-:i Qi B0me &T=as--~]avar, Southesst Asia, and South Asia--
i s plaw Tastir enakling uws 1o dvcrwass o produstivity.

Wa a:-s‘ cometisrizg suitable asgizameais for returoing individuals of
Braznc: Chie? staniicvg, ellt‘:.n- navirg wgﬂy servad in this :.a;»acity, or
-avieg  attained camrarable grade. | hey szacid not require direct close
&:ﬂ-.:p::ﬂ*isi‘_n.. Waat rind of ussigamest :sz they be given if ﬁhey are not
*5 be put back iz tieir former Braoch Chief jobs?

Our divigis: of work ia the §ﬂ1ce is almost entirely on & regional
or gubject basis. We lay out smell areas of ap.'aciaiizﬁiou, utually&
sountry or e sukjecst tople within_d‘coumry.' The person given ons of thesge
spacial fieL}s for an ageigamert 1g at once m.t],ylt, briefer, writer ot’
dafly bulletin and digest itsms, detector _ot'indie;tiom, requirements ‘
officer, writer of veekly articles, coupiler of spescial projects, :té,. v
Soms of our very eonpdent personnel are extumely versatile and do ;11 )
these things vell; but even the best hawve their bed days. The average .
analyst is strong oﬁ some aipéet';n of the job a.ndvukgnotherl  Ima,
bush branch bis lift is very hectic, since he' aften finds himeelf con-

- frooted simultan:ously with two o:.mr\a pm&ictm ‘@I}ih.‘

1-"-"'“;’ ’-b'
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Gorrd writers are hasder to come Ly then good exalysts. 4 write- asds
soxe spsclal apritude,. to start with, and lots of steady ativity to k;ee:.%
up bile competence. Tt ssems voOrth comidering thatour office try <o develop
some vriters (I am thinking ia pa:rbicular about our veexly-type production. )
In cur work, wiers substance iz 8o mp:rrtm, a writar's astive y shogld
bt contime? t: a single mgion‘(ﬁbout Branch size).

Suek & writer for the weeklye-call him e Se#zisr Ioteillgazce Cffizer,

-

f Sexnicr Speiiailet or what you wille-coald 'pmbs.bly Landle dtker ‘ohse.soacisl
f projecus, ‘b.rief".;:ga,‘ Preparstion of cables, etec. Eis activity patbé=r would
be & gucceszaioc of prbj*c‘:s, ot directly relsted to the latest izeomfng
report. His v§rk would be current, but mt ic & mimxte-t:«-:iimte, htur-to-
i hour cense. A great dealof the material he used would be alresd;y pro.ceased--‘
; gummarized and evaluated in our daily publications. Of course as the,d;ea.d-
\ line for the conzpletion of & project approached, he voum- have to chéck for
last mim;,te changes. Ee would ‘not, bowever, work with his eys constntly
on the "IN" box, or his ear to the phom for the hteat "hot" tip from the
SIDO !
' Thetic‘ope of hie assignment would partly depend on the capabilities
and interestes of the individual. 'I'he esgential thing would be to make sure
thet his assigment involved fairly steady and regular production activity.

‘It would seem desirsble therefore to be on the lookdnt for effective
‘writers who could handle weekxly and otler non-dn:u.y production for lc-e or .
.a.JJ. of a region corresponding vith the covmgo or 4 Brl.nch Buch A pcr-on “
vould be essentially an individual worker; hn vcmm do h.u own vritina »

rather than supervise the substantive productd.on of others. He would not

.
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be & subordinate of the BRranch Chief for that region, nor would the latter
m‘any sense be subject to his direction. They would consult with each
other and discuss substance as equals with different functional assigmments
in the game field. Whatever supervision and eonﬁro_l vas required would be
sxercised by the Division Office.

How would this affect the &'o.ncht. It would lighten the work of the
Branch, and enable attention to be concentrated on daily production. The
Branch analyst would be less frequently diverted from his primary job--
close following of the flow of incoming material, and preparation of immedi-
ate evaluations and daily articles--—quick work , Qone in # short tm , With-
out interrupting him from watching for the next "ﬁqt" item. There would be
& reduction in demands on him for weekly articles, si»eci_al_ briéfin; or
other special projects--longer term work which tends to take the analyst
avay from his in-box and daily production tasks.

Would the Branch Chief bs less necessary than beforet To me, .the
answer would seem to be mo. In fact, it is d1fficult to imagine how the
Office would function without the Branch Chief. He occupies a key position.
In the Free World Ares he is the supervisor of from thres to nine individuals,
& group not too large ror one competent person to direct. His administrative
tasks are quite light; however; most of his subordinates require scme guidance
#n'd directidn in their substantive work. The Branch Chief serves as a cen-
tral point for communications, and he 1is coutmtly pcrtoning an euontinl
fnnction. If a Division ma d.td not have the Branch Ghi.Cf to work through
he would have to uprcm.u such an intmodiato lnporvilory otﬁ.car.
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Years ago our Par Eastern division ¥a3 organiszed along lines which vnn;y
be instructive. There vere the thres branches--JX, China and gy. Then,
under the supervision of the Divigion leadership there vas a staff of six,
Consisting of specialists in the follving fields.-military, economic, politica,
and the three regions (Jx, China, and §E). Tme principal ic'txvxiy o these
51x vas in drafting u.\d dincusc‘ing estimates; they had no Part in d'ai'ly vwork,
‘unless their opiﬁionn vere requested. '

I am 2ot urging that should estanlfen Political and military state
specialists; but the economic and the Tegional specialists are of soms _
interest. 7The actual persons invoivad vere: for SR and China, the Branch»
Chiefs wereput in these staff jobs ; vaile for JK the Stafr .Jo‘n vas filled vy
& senior analyst tahn out of the Branch.

It might be added that these persons had no assistants other than two

typiats. They could draw on the Branches for support vhen needed, and thig

arrlnsmnt worhdfquitl euny. ‘But in drmmgmméu .add"_otber sj\péial
Projects, they did their own writing. . |
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Chief, Plans Staff 7 July 1960

Chief, Asian African Division

Space in the New Building

1. Attached listing of Asian African Division
personnel indicates that at this moment there are

25X1A

present. With the return of “and the selection -y,
ranc

of an analyst for the Arab B his has been
authorized and we are in the process of interviewing)
the actual firm figure stands at [l Yhile expanding
activities in Asia and Africa may require some addi-
tions to the AA Division, the only change in numbers
foreseen in the near future is iam the African Branch
where the workload is increasing sharply. By the
summer of 1961 we may be forced to add one more
snalyst. Accordingly, it is clear that space assign-
ment for at least persons in the AA Division is
in order.

2. My inspection of the plans for the new
building suggests that a restudy snd a reorganization
of AA-assigned space is in order. I also believe 2
recheck of the actual square feet asmsigned to AA
Pivision in comparison with other components within
the Office may be in order. -
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